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Abstract 
Strategic alliances have become more and more a necessity for ensuring a competitive edge in the market-place. In spite of this 
growing interest, the number of strategic alliances fails after conception and indication. This paper aims to examine the underlying 
dimensions, the role of determinants, form and functions. This study proposes a conceptual model for analyzing the structure and 
components in strategic alliances. A learning perspective of strategic management and strategic alliances has been employed to 
determine the dynamics of collaborations within companies. Following an extensive literature review on strategic alliances to 
identify gaps in literature, this study offers a conceptual model providing a holistic approach. 
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1. Introduction 
Strategic alliances are becoming an important form of business activity in many industries, particularly in view of 
the realization that companies are competing on a global field. Strategic alliances are not a panacea for every company 
and every situation. However, through strategic alliances, many companies can improve their competitive positioning, 
gain entry to new markets, supplement critical skills and share the risk and cost of major development projects 
(Isoraite, 2009). These cooperative arrangements seek to achieve organizational objectives better through 
collaboration than through competition. Strategic alliances that are also closely associated with core competence and 
capital of companies. Moreover, strategic alliances offer an alternative to companies, whereby they could join forces 
and Das, 2008).  
 
Although companies often gain reciprocal benefits over their successful strategic alliances, this is not the case for 
all in the market due to the lack of sustainability and an applicable road map showing how to process through and to 
reach desired ends. In fact, the respective literature contains a range of models and approaches on alliances. 
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Considering research findings and current company practices, this study argues that there is a great need for a 
sustainable holistic approach to overcome limitations of current models and approaches. Based on an extensive 
literature review on models and approaches of strategic alliances, this paper offers a conceptual model providing a 
holistic approach which focuses on procedural dimensions, the role of determinants, form and functions. 
 
2. Literature Review 
In recent years, we continuously hear of an era of alliance capitalism replacing the earlier prevailing hierarchical 
capitalism. Companies are specializing and this specialization brings into focus a need to co-operate as well as a need 
to form strategic alliance (Sharma, 1998). The knowledge economy requires industria
create new business structures and new concepts like flexibility, innovation, more qualified workers with greater 
decision-making powers regarding processes, performance-based compensation, strategic alliances, customer-focus, 
leadership, efficiency and agility in communication for managing resources and knowledge to remain competitive 
(Joia and Malherios, 2009). Powerful forces are driving the formation of strategic alliances between companies in the 
world economy.  
 
The movement toward globalization has opened many new opportunities to companies, triggering a desperate race 
for the world by major global suppliers of everything from credit cards to telecommunications (Doz and Hamel, 
1998). Strategic alliances provide a platform for exchanging critical resources, strategic advantages including skills 
and competence, gaining market power and enhancing legitimacy (Sharma, 1998). Moreover, companies use strategic 
alliances as a tool for achieving its objectives and increasing competitive power through building common activities 
(Enterprise Europe Network, 2010)        
 
required rate of growth, partnerships improve the speed of the companies at the market, facilitate access to global 
markets and defray development costs and complexity is increasing and no single company has total expertise 
(Isoraite, 2009).    
 
Strategic alliances are defined as voluntary arrangements between companies involving exchange, or co-
development of products, technologies or services but have no joint ownership involved (Lowensberg, 2010; Mellat-
Parast and Digman, 2007; Vyas et.al., 1995). Strategic alliances are situations of partial conflict in which mutual 
threats, cheating and bluffing coexist with cooperative attitudes in search for collaborative advantage (Franco et al., 
2011). In other words, strategic alliances reflect the collective use resources and cross-organizational information 
flows to assist alliance partners achieve a future desired strategic position (Pansiri, 2005; Jarratt, 1998). According to 
Agarwal et al. (2010), strategic alliances are defined as an inter-organizational form where multiple exchange partners 
agree to invest resources, share knowledge and engage in economic value creating activities that build on synergies 
between the resources and capabilities.   
 
rategic alliances are listed below (Enterprise Europe Network, 
2010; Isoraite, 2009; Jarratt, 1998; Gulati, 1998; Doz and Hamel, 1998): 
- To start a new product/service or to extend a current activity/activities  
- To increase the investment 
- To ease of market entry 
- To increase the competitive power through innovative approaches 
- To better manage the operational costs 
- To share risks  
- To overcome geographical and seasonal challenges 
- To increase the use of technology 
- To share knowledge and expertise 
-  
- To change the competitive position  
- To use infrastructure of another company for entering new markets 
- To develop a specialization on a specific area and create value 
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- To make a co-option that refers turning potential competitors into providers of the complementary 
goods/services 
      
A strategic alliance may take many forms, from direct investment or integration with another organization to 
contractual arrangements to partnerships and opportunistic networking that includes acquisitions, mergers, joint 
ventures, licensing agreements, supplier arrangements and R&D partnerships, as well as management contracts, 
value-adding partners (Sluyts, et al., 2011) 
Alliance structure is one of the most critical determinants of building successful strategic alliances that impact all 
aspects of the alliance. There are a lot of theories that have been used to understand alliance structures including 
transaction cost economies, game theory, agency theory, risk perception and network theory (Teng and Das, 2008). 
There have been new insights on alliance management and strategies focusing on leveraging differences with partners 
to create value, dealing with the internal challenges of making your partnerships succeed, managing daily challenges 
of alliances with competitors (Isoraite, 2009).  
 
3. Methodology 
This paper reviews analysis of reasons for alliance formation, choice of partners, structure and scope and alliance 
performance in the field of strategic alliances.  During the literature review process, benefits of the parties of strategic 
alliances, potential problems following an alliance and possible avoidance reasons are focused. In addition, literature 
on managerial characteristics is also explored with a view to provide an approach to researching strategic alliances. 
This study comprises three main points including the reasons and dimensions of strategic alliances, outcomes of 
strategic alliances and finally a conceptual model is proposed for successful and sustainable strategic alliances.   
 
4. A Conceptual Model 
To determine a conceptual model, it is important to put forward the dimensions of strategic alliances. According to 
Vyas et al. (1995), there are six dimensions including intra/inter industry alliances that refers alliances can take place 
intra or inter industry, arena of alliance that refers alliances can be built in the same country or internationally, 
alliances built on relationship which means alliances can be targeted between suppliers or non-suppliers, influence of 
technology and market-related factors which include distribution channels, synergy, diversification and sourcing raw 
materials, state of technology that refers newborn technology and embryonic technology (to be developed) and 
technology fusion which means strategic alliance may contribute the specific knowledge of a process or products. It is 
also important to mention about the key factors that may influence structure choices including joint R&D that refers 
forming and managing 
strategic alliances and international partners that moderate the relationship between alliance structure and alliance 
performance (Teng and Das, 2008). According to Dyer et al. (2001), a successful strategic alliance function performs 
four key roles including improvement of knowledge management efforts like a focal point for learning and leveraging 
lessons and feedback, increasing external visibility that enhances the reputation of the company in the marketplace and 
support the perception of the alliance, providing internal coordination that provides organizational legitimacy and 
develops trust and facilitating intervention and accountability that compels the company to develop alliance metrics 
and to evaluate the performance of its alliances systemically. Strategic alliances are governed by relational factors that 
include understanding and commitment, ethical factors that provide a perception of fair/unfair, right and wrong and 
institutional factors that refer legitimacy and reputation (Sharma, 1998). According to Shi et al. (2012), strategic 
alliances have seven temporal roles including frequency role which focuses on multiple acquisitions, speed role that 
investigates the impact of speed of integration on performance, experience role which explores the impact of 
acquisition experience, learning role that enlightens questions involving learning, sequence role that emphasizes the 
sequence of decisions and rhythm role which examines acquisition programs and alliance portfolios.            
 
During the 1990s, there has been a growing interest among many various actors in creating co-operative relations 
between small and medium sized companies to improve competitiveness and enable the supply of systems of products 
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se co-operative efforts/alliances, on the surface, appear to benefit all parties concerned, 
but in looking deeper, many of these alliances dissolve shortly after conception, and indication (Lapsley, 2001). At 
this point, barriers to successful strategic alliances should also be mentioned. The major barriers are failure to 
understand and adapt to new style of management, failure to learn and understand the cultural differences and lack of 
strong commitment to succeed (Vyas et.al., 1995). Moreover, one of the main reasons alliances fail is that the 
another to mobilize internal resources to support the initiative (Dyer et al., 2001). Although strategic alliances are an 
important mode of capability development in the face of environmental changes and increases in competitive intensity, 
., 
2010).       
 
Figure 1 depicts the proposed conceptual model of strategic alliances. The model is based on various models 
from Evans 
approach. Although there are a lot of models developed by different researchers on strategic alliances, there is a lack 
of having all the determinants, factors and the processes as a whole in conceptualizing strategic alliances. The 
proposed model indicates all the necessary elements as a flowchart which is critical for the success of strategic 
alliances.        
 
It is necessary to state that the companies will be fair to their partners and themselves if they use the conceptual 
model. It is not easy for companies to realize sustainable growth and goals in the global competition conditions. For 
this reason, modern business administration has been occupied by strategic management, strategic solution 
partnerships and strategic alliances including acquisitions, mergers, joint ventures, licensing agreements, supplier 
arrangements, R&D partnerships, subcontracting and consortia. At this point, it is obvious that there are 
inconsistencies between plans, statements and actions.  
 
The basis of a holistic conceptual model development is the lack of holistic approach in the previous studies and 
models in order to make strategic alliances successful. The conceptual model proposed in the study is developed from 
applicable parts of different models. Moreover, it also considers in detail from strategic alliance consciousness to 
control/check point as a process.  
 
Therefore the first step of the model starts with internal and external drivers including risk sharing, economies of 
scale, scope and learning, access to assets, resources and competencies, shaping competition, information revolution, 
economic restructuring and global competition. According to the analysis results in the preparation phase, strategic 
consciousness of strategic alliances including acquisitions, mergers, joint ventures and  licensing agreements occurs at 
the top management level of the company. The strategic alliance consciousness will be consistent only if it is 
supported by the theories that are important for strategic alliances including stakeholder theory, learning theory, 
institutional theory, resource theory, transaction cost economics, game theory, agency theory and network theory. 
After the alliance field specification, a strategic alliance team of experienced and competent people is constructed. 
This team starts to search and select according to the alliance field and/or selects the alliance offers. At this stage, 
when the team finishes the pre-evaluation, alternative/potential partners are specified. Specified partners are evaluated 
in terms of mutual need analysis, value chain analysis, alliance field analysis, shared valuation scorecard and ethical, 
legal and demographic analysis. At the end of this evaluation, the appropriate partner is specified and decided. There is 
a negotiation process with the team of the partner. The negotiation comprises technology and patent-domain maps, 
cultural fit, due-diligence team, needs vs. wants checklist, alliance-contract template, alliance-structure guideline and 
alliance-metrics framework. At the end of the negotiation, an evaluation is made and termination is set. Evaluation and 
termination consists of relationship evaluation form, termination checklist and GANT scheme. 
 
The basis of the conceptual model is composed of the strategic analysis work before strategic alliance design. 
Management of the process includes solving potential problems, coordination, alliance-contact list, alliance-
communication infrastructure and periodical evaluation. When annual status report is prepared, it is delivered to top 
management.  The annual status report which is evaluated by the top management constitutes important feedback 
 
 
1598   Nurullah Genç et al. /  Procedia - Social and Behavioral Sciences  58 ( 2012 )  1594 – 1600 
Internal Drivers
* Risk sharing
* Economies of scale, scope, 
and learning
* Access to assets, resources 
and competencies
* Shaping competition
External Drivers
* Information revolution
* Economic restructuring
* Global competition
P    
R   
E   
P   
A   
R   
A   
T     
I    
O   
N
Strategic Alliance 
Consciousness and 
Alliance Field 
Specification
The Intellectual Basis of Strategic Alliances
* Stakeholder Theory * Transaction Cost Economics
* Learning Theory * Game Theory
* Institutional Theory * Agency Theory
* Resource Theory * Network Theory
Partner Search 
and Selection
Team 
Construction
Evaluation of 
Strategic Alliance 
Proposal
Pre-Evaluation
Pre-Evaluation
Alternative/Potential 
Partners
A.P.1
A.P.2
..
..
Mutual Need 
Analysis
Value Chain 
Analysis
Alliance Field 
Analysis
Forming 
Shared 
Valuation
Scorecard
Ethical, Legal 
and 
Demographic 
Analysis
Specification of the 
Appropriate Partner
Negotiation
Evaluation and 
Termination
Management
Cultural Fit
Due-diligence Team
Needs vs. Wants 
Checklist
Alliance-contract 
Template
Technology and 
Patent-Domains Maps
Alliance-structure 
Guideline
Relationship 
Evaluation From
Termination Checklist
GANT Scheme
Solving Potential 
Problems
Coordination
Alliance-contact List
Alliance-
communication 
infrastructure
Periodical Evaluation
Yearly Status Report
Alliance-metrics 
Framework
T       
O        
P 
 M       
A        
N        
A        
G        
E       
M       
E       
N        
T
Review of the Strategic Alliance & Review of the Status Report
Figure 1. A Conceptual Model on Strategic Alliances 
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5. Conclusion  
In this modern age, building a strong strategic alliance is one of the business essentials for gaining competitive 
advantages in the international markets. However approximately half of all strategic alliances fail (Agarwal et al,, 
2010). This paper attempts to develop a conceptual model for determinants, form, functions and structure choice in 
strategic alli -planned preparation are 
presents a flowchart of a strategic alliance 
formation including partner search, evaluation and specification with the support of theories and activities like 
negotiation and management.    
 
nonverbal, experimental and emotion
of trust which is affected by a group of variables (Mellat-Parast and Digman, 2007). According to the proposed model, 
a company can be successful if the flowchart is followed specifically.  
 
Companies may establish their own strategic preferences based on systematic strategic analyses. Considering 
today's competitive conditions, launching a strategic alliance is to be a significant move for the growth and 
sustainability of a company. However, the success of a strategic alliance depends upon consecutive stages from an 
early cognitive preparation step to a final assessment step to evaluate results of a given strategic alliance. In this 
regard, the proposed model could be employed as a tool to connect the consecutive stages of strategic alliance. Finally, 
the model seems to provide a foundation for further empirical studies to test the determinants of successful strategic 
alliances. In order to use the proposed model effectively and consistently, managers should take inter-cultural 
differences into consideration. While using the model, there may emerge some challenges and problems because of 
different cultures. These problems can be prevented or solved by the future researchers that will study empirically by 
considering the role of inter-cultural differences.          
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